
INDIAN CASE STUDY - AMUL

Ove!'view
The Gujarat cooperative M"I y"lf:lry,Ti:::t'::i"""?YwJ;1f:ilffi1"#:::1""x[&:T$"jj{Fjii"''i"i",u, Cooperative Milk Marketing Federatron t"T"]l'Jil,i'i","'ut"Lo"O, packaged products.and

ilit)66ii',*..i1"i;'k i" 2 12 mirnon.rarmil';lRil'"jll.'iftiJ'i.i"!'it'; country dairv lts supprv chain;:;;6;li ;;;rnur r'o. 2 12 million farmers, conven" ''l:"ii';;.;ih; 
"o*ti, 

o"iri. tts supplv chain

ffi;;il;i; *o't' n" 6 clore !9,:^1:::',90,'"0:*::Fl'"*'
1".ffi';J!"":1fi":""iti" '*"t ""tplicated 

in the wond'

Every GCMrvrF orrice dispravs lfllT^:itl I3J:ffffjj1i;9'1Jr",',::1fi'ffifJ:ffi:1":il#"{{ffiUEvery GCMlvlF office disptays a Dhotosraph that snows " '?"yJ;;,; ;.'1f,il; ou"i ut"". containers Amul

il il";il; vehicre to 
"orne 

ani collect the fll'L"t"l^"li ,T;';il;il R: 2200 crore (Rs 22 billion)A;i'i"-r;;;;Ji"i" to 
"o.6 

and collect the milk thev ""*."'"J';il;;g"RL izgo crore (Rs 22 billion)

""*if"tg"t" 
its primary supplier'^i'e ' ifi^t?TiL"llt.t'l f"O, ru* collection centres In vtrrages' and 14

""*ir"rg"t" 
its primarv supplier' i'e ' the larmer "lo,':':4i;iil#ilY.,i"; 

-"entt"s 
ln viilages' and 14

;;;;il: il"'-Gbr"rri,r.r- n9*,111-2 1 2 million farrners' 1 u'q'

p

oi.tti"t teuet unions and their plants'

Hlstory " order to free

fl'xitt?,x"J;tff"""#*'iif ;11.4::,:#i'di:ff :"J$:ft :"g#i#?i::#,tu;
y[:ifl:T?:ffi"Y1]lt [Tn l" lf'i":'il1.'t{!?*:"1"f!?5:d#?"ii':;,lliilru ;l'T';"'*igi:'i
were relatively more prlmfilve and poor in infrastructure ]ne r

;;;;[;]#"" and ihat a proactive strategv was requrreo'

The Business Strategy and the Market Segment"

+il: 6;ilM;-,d;"iitGii*" kev action areas undei the sltatg9teavy 
inveslment and the simtrltaneous

ri\ Malchino demano and supply that would neeo
\" 

oevetopirelt of suppliers anci consttmers

(i!) To engage 
"ot"""'onii 

]''l*g"; ""0 
technccratr for effeciive managernen" of the net!'Jork

and commercial viability

A hierarchical netl/vork ol the cocperatives was developecl \rrhile still rFlaining the focus 
-on 

farmers The

vasr supp,./ chain o! n,'u, ni;-ilii"J r,o." "Tl,:l1illiii ;jff;Yffi,:l:,t',ff::ildl,y::!
btilr,,til"'uir."1y responsibte only for a sma:l pari 

"llll-flij';J",irr'Jn-"in-"n""iiu"ly and efficientlv is

inird-party iogistics (3PL) p'oJt"oL"tpiu' u figgei rote t'itanaorno supplv chain effectively al

criricar as GCMMF,s 
"or"p"oriuu'porrtion 

is driven uv ro* "onll'i"i"it'#s 
supponeo by a low cosl system

,n r,a,y, when tryr-t':: P.T?1"""":iliiil1","1,X11'l[",3'.ff:f.ilH:T"ii:i:+1i:i]d:!f:,ffiJ[
of rnilk and dairy Producls'
croclucts affordable 

"no "n"'Ji'iJ'u"iu"'to" 
rnon"v t' 111J-t""tLttis 

Naaxing ? ot99Y::0"" with irquro

$il;1iltr'i3.i'#id*il!.iF[$;tll.{iEitdti*rdttl'rintrl'H#iai'""i*"H::dm
with its basic value ol provlolng mrrK dt o" q"v'v--,- 

:_, ^ 
.rs produced by

The Federation uses Amul as an umbretta Oryn!-1nr^cl^11vers variorjs product categor(

various unions r*e rhuid miikl [utri,!n"", "n."r", "*oj J,Jo:,i:-'n:lL;,9::'tr^il*i"Jt!!:i
ffiit. nrri;J lro-brands include variants, such as Amulya' 

r is sold as Jat Dhara, ano rrurr drinks. bear lhe

;ii;;;l;i"-";; bianded Dhara and Lokdhara'mii"l1Y-"1"'il";ilr"-n"" t""n able to avoid inter union

il;il";;" "l 
bafal Bv following an umbrella brandng'

ccnflicts at the same tirne tt"iit"ii^i rn"t to develop and improve products'

i:xj?"f:f:ii""Y,i'l|' Amu producrs 1,91"?i1bl:ll"J,:l:ft;::tJ",i"J"?:ffiff:'ffiJ3:ff[Xi:[:i
;:d;k; ;;,:500 distribuiors rhere are 47 depots-wrtn u"J;;;;;;;;;rafi 

basis from its wholesale

;:*h:u:'""m'$Jff :'""[T'i'#"'::'"#ft i*lfli*:,rnl'lu:"Jff d'&::it*:
r*i:x*:: mY*ffiltl""''i';Lryr:illli'."j:,r'Jrt"ili?';Tfi'#",#ffi:1f ,l;f,"'"i ll:
#t;iffi;f-. the branc'h warehouse to their premrs(

dealers' ROl.

3i::';1"'ifi"11liilii?':ff'Xil*'1" i1p,g1E":?":,:1JJ""ff::,li:"*:;:'S1'""$J:'fffi5lll#J
"""ri-ort 

,"tiuiii"., effective coordination is critical t9l-"1t':-::':?.il;lr'-i"t 
"" 

tn"
;ili;";;;il! o"ii'"a degree or conlrol' rhe unrons st

(r



,1-
F tns urrrurrs comprlse oi tarmers elecied through vi!lage.societles, thereby creating controt through' . inte ocking. while the unions coordinate the sup[ly side activities, the federaiion i,anJies tne oistributioii' ot end products and coordinalion with the retaileis and dealers. The activities incluJe monnonng milkcollection contract)rs, the supply of animal feed and other supplies, provision of velerirrary servjces, andeducational activiti )s.

Managing Third-party Logistics (3pL) providers
Ine unlon s core competence activity lies in milk processing and the production of dairy producls.Accordingly, marketing efforts. inciuding brand development were assumed bt id ocvtur. 41 otheractivities were entrusted to third partiel. These incluie logistics of riii .JeJtion, oltiibution of dairyproducts, sale of end products through dealers ano reiaii stores, provision of animai feed, and veterinaryseryices lt is wonh noticing lhat'a,number of these lhird parties aL not in ttre orj"nL"J.u"to. and manyare not professionally managed., with little regard for qualily.and service. This i" ,'frrt"rrrrry critical issue

il,15j:?::::#d lransport of a perishablJ 
"orrnoJty 

where rhe oasic inrrasrruciuie is irreaay riooen

Esta blisi'ing Best practices
A key source of competltive advanlage has been the GCl,/MF's ability to continuously Inlplenrent bestpracllces across all elements of the nehnio!'k: the federation itself, llre urrions, the village socretres, and lh3drstribrrtion channer. In deveroping these praclices, t," iuoui"iion un; ffiil;;;J',#'";'aoaptec some oftlie globai best practices lt could be the imptementarion of smal g;;p ;"tilil;;iiaiity crrcres at tnefederation or a lotal quut ity.,,I:1"-S^"I?n1 (Tgyl programme at the unions or housekeeping and goodaccounting practices at the viliage society level. More importanfly, the network nas oeen-aote to regula!-iy
lo-'l -1Yl 

lT.pt9y"fent programmes across to a large number of member"s ana tne inpiernentation rate isconsistently high. For exarnpre, every Fricay, u&*een to.oo 
".rn. ""0 

li.ooi.#l -att 
emproyee,s ofcjclvlMF meet without fail at ihe close;t. offic;, 

'b;li'"-J"p"rtr"nt 
or a branch or a depot, to discuss the;ir':lrious cuaiity concerns Each rneeiing has its pre-set fo-fial in terms of purpose, agenda, and rirnii (pAL)'/iiih a prtcess check at tn" 

:19^t:-tu:!lo ttow ine re-eting was concucied. simiiar processes are !n pidceat the viliage societies, the unions, and up to tne wholeialer and clearing and fonvarding (c&F) agerrilevels

Exarnples cf benerits reaped from recent iniiiatives include redLiction in iransportation time from the depctslc the, whoiesale ciealers, impr'ovement in Ro! of whotesate aeaers, iin jtlmJi;il;"; zero stock-,),rithrough imDroved availability of products at depots, .";;G ihe implementation of .jlr in finance lo reducciire float

li,arzens.- rl'e continuous improvemeni projects at the unions, have helped improve the quality of milk interrns of acldity and sourness- that it ma1' 6jvs. ror" 
""r.pi", sabar Union,s records show a reduction fronr2.0 per cent to o 5 per cent in the amouni of soui'nrilk/curd received at the union, The most impressi,Jeaspect of this big time roll otlt is thet improvement frol"..l. 

"r" 
rrrning the vitlage societies intc rndivi,Juairrnprovement centres.

Technology and E-initiatives
g:l{Yf-t technolDgy. shategy is characterized by distinct componenrs, namery new producrs, processrecnnoiogy, and comDlem€ntary assets to enhancemilk pro,iuction ano e-commdrce. o,ilv 

" 
,,"* dairies o{ihe v'/orld may have as wide a.variety of pioducts as pr;oucea by the GCMMF network. village societiesare encouraged throrrgh subsidies lo instail chiiling uniis. Auiomation in processing and pu"kug,ng 

"r"u, 
,,common as is the Hazard Analysis. crilical conjrol Point iHAccp) 

"lt.tiii"utio,i 
ern,i 

""tiu"ly 
pur.uu"de\€lop!-nents in embryo lransfeiand cattte nreeJing i" oiiJ to improve catfle qu"lty on,t in.ru".e in mitk

GCMMF has been one of the first Indian FMCG firms to employ Internet technologies to inrptement B2ccommerce Today cuslomers can.order a variety of products through the Internet and still be assured of
lj:'I-^d"]'::w with cash payment upon receipt. enotnei e-rnitiative underway at GCMMF rs ro provideTarmers access lo information. relating to mar'kets, technology, and best practices in the dairy industrythrough Net enabled kiosks in the villa!e.

l.l= :]: 
jmplemenred a geographicar information sysrem (Grs) at both ends of the suppry cnain, vr'hichare mrlk sourcinE, collection 

":_y,:ll ". 
the marketing'processes 'aimeo 

at aeiivery io cuJtSriers. Farnrersnow have better access to informalion on tne output id wlti"r trppon services which helps them in betterpruduct mix, planning, and marketing.
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